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I. Executive Overview
A. Introduction

The intent of this Report is to present the results of our analysis of the (1) organizational disconnects
across functions, departments, and work teams, and (2) process disconnects for the Member Services
Process. It is for informational purposes only, a status update. It is not a call for action, although
we solicit comments and questions. To take steps to resolve or address any of the issues presented
here would be premature, and could, we feel, compromise our goal of total organization (AICPA)
performance improvement.
We expect to start to resolve these issues in concert with other process and organizational issues
when we begin the second phase of our project, scheduled for mid-April 1996.
The Member Services Process Improvement Project is part of a larger AICPA performance
improvement plan that will eventually analyze and re-design all organization processes critical to
AICPA’s continued success. When data for all work team relationships are collected and analyzed,
a comprehensive final report will be prepared.

B. Team Members
The analysis for this stage of the project was jointly performed by the Member Services Process
Improvement Project (PIP) Team and two members of the Facilitation Team whose members are as
follows:

Member Services PIP Team:
Emma Carlson - Materials Assembly & Distribution*
John Cullen - Order
Len Green - Member Programs
Cynthia Hiris - Library Services*
Doug Kadow - Telecommunications*
. Michael Molaro - State Society and Regulatory Affairs
Mae Morrow - Membership Administration
Audrei Nelson - Dues Accounting
Jeffrey Pieper - Subscription Administration
Stephanie Reynolds - Membership Administration
Jose Suarez - Member Services

* Key Support Areas

Facilitation Team:
Pat Duane - Human Resources
David Ray - Internal Audit/Quality Assurance
Member Services Disconnect Report - 4/05/96
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C.

Organizational Relationships

As the first step in our data-collection effort we compiled a Customer-Supplier Relationship Matrix.
This document records the current hand-offs of products and services among the day-to-day work
teams involved in the Member Services Process. The Customer-Supplier concept assumes a systems
view of performance improvement: The organization operates as a processing system in which each
department or work team is, at various times, either a provider of process inputs (a Supplier), or a
receiver of process outputs (a Customer). The systems view of performance improvement is
concerned with “Who Provides What to Whom," and not “Who Reports to Whom." It is a crossfunctional view of how work gets done in an organization.

After the Customer-Supplier relationships were defined, Work Team Representatives acting in the
role of Customer assessed the outputs they receive from Supplier Work Teams. For outputs which
presented a gap or disconnect, they identified:
• The specific output or handoff,
• The critical business issue(s) most affected as a result of the gap,
• The resulting implication of the gap or how the gap is “hurting” organization and process
performance, and

• Some likely causes for the gaps.

Organizational Disconnects
The causes of the gaps found at this stage of our analysis are the organizational issues and
disconnects that must be resolved as part of a complete process improvement plan. Successful
implementation of the SHOULD process will be greatly compromised if these areas are not
addressed.
The causes of the gaps found at this stage of our analysis fall under the following five general
categories: 1) Policies, Procedures, Performance Standards; 2) Technology; 3) Knowledge &
Skills; 4) Communication/Interface Across Work Teams; 5) Staffing.

These Organizational Issues and Disconnects are discussed more fully in Sections II & HI.

D.

The IS Process Map

In the next step in our data-collection effort, we completed the IS Process Map - a graphical
representation of the major and sub processes and detailed steps within Member Services. A full-size
copy of the Member Services Process IS Map can be seen by contacting the Internal Audit/Quality
Assurance Team or Human Resources Team. The IS Map shows the cross-functional flow of work
performed within the five major processes of Member Services (Recruitment, Activation,
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Administration, Retention, Member Products and Services) as well as the interface with support areas
(Library Services, Materials Assembly & Distribution and Telecommunications).
IS Process Disconnects
After the Member Services Process IS Map was completed, the PIP and Facilitation Teams analyzed
process steps to determine Process Disconnects that may prevent the process from being performed
as effectively as it could be. Process disconnects result from factors such as:
•

missing, deficient, or non-value-added steps in the process.

•

delays or bottlenecks in the process.

•

workload compression due to a variety of factors.

•

process steps that are not performed by the most logical/appropriate job or work team.

•

lack of measurement information to track, evaluate, or manage process performance.

•

lack of job environment support (skills/knowledge, time, data, performance standards,
consequences, feedback, etc.) to promote desired process performance.

Member Services Disconnect Report - 4/05/96
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IL Analysis of Organizational Disconnects
The five general categories of Organizational Issues and Disconnects that were uncovered in this
stage of our analysis are highlighted below
1. Policies, Procedures, Performance Standards in some instances are:
• Non-existent
• Unclear
• Unenforced
• Outdated
• Illogical
2.

Technology in some instances is:
• Non-existent
• Outdated
• Incompatible with other departments
• Not suited to our needs

3. Knowledge & Skills in some instances are:
• Lacking
• Not transferred to others
• Not attainable because of time and budget constraints
4. Communication/Interface Across Work Teams in some instances is:
• Lacking
• Uncooperative
• Driven by a “Silo-Mentality”

5

Staffing in all cases:
•
•

Is an issue that, at this point in time, is unclear
Will be resolved when other organizational issues are resolved and the SHOULD
process is developed
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III. Organizational Issues and Disconnects
The causes of the gaps found at the organizational level are the issues and disconnects that must
be resolved as part of a complete process improvement plan. These organizational issues fall
under the following five general categories:
1.
2.
3.
4.
5.

Policies, Procedures, Performance Standards;
Technology;
Knowledge & Skills;
Communication/Interface Across Work Teams;
Staffing.

Each issue is discussed in detail below.

Policies, Procedures, Performance Standards
These are the rules, guidelines, methods, specifications, and goals that emanate from an
organization’s strategy, values, and visions. Without clearly defined policies, procedures, and
performance standards, individuals/work teams/departments tend to set their own. This creates
problems when self-defined policies conflict with those set by the Institute, other individuals/work
teams/departments.
This stage of our analysis uncovered the following organizational issues and disconnects
associated with Policies, Procedures, and Performance Standards:

EFFECT

ISSUE/DISCONNECT

Not enough time is provided to turnaround
promotional material that requires
proofreading.

Other important work takes a lower priority.

Requests for product numbers originating
from memos, phone calls, e-mail, etc. cannot
be completed in a timely manner.

Delays entering the product into the system.

No routine mail pickup procedures exists for
early closings.

Expected mail delivery times communicated
to members are not met.
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Response/follow-up is not timely. Routing to
correct party becomes a process in itself.

Wrong books and mail are delivered to areas
throughout the Institute. No methodology is
in place for determining the correct recipient.

AICPA publications and course material do
not contain sufficient detail for areas (such as
Order) to respond to caller inquiries.

Calls must be referred to other areas for
complete information.

Committee staff aides do not always send
comment letters to the library.

Delays timely service to members.

Positions are vacated and HR does not fill
vacancies in a timely manner.

Staff fills in by working overtime, morale
decreases and it eventually affects quality of
life issues.

Staff members process library requests
received from members.

Members are not charged for the service

Staff members often refer calls directly to the
library staff instead of the library queue line
(x7334).

Disruptions to the library’s work flow.

Library telephone numbers on the phone
console directory are not properly organized.

Calls are forwarded to an unmanned computer
room within the library or to a technical
services librarian.

Some staff are cross-trained to fill-in during
peak periods but when requests for assistance
are made, everyone is too busy.

Time/money spent on cross-training is not
being utilized.

Routine reports generated do not add value to
the process.

Resources are not properly utilized. Staff
spends time/money generating useless reports.

Members receive duplicate mailings or
mailings for products already purchased. The
mailing lists do not appropriately identify the
member. For example, matches can’t always
be done by member number because member
number is not always available.

Poor image is communicated to members and
staff spends time/money making adjustments.
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Vendors do not appear to be committed to
quality.

Products to members are not received on a
timely basis, goods are damaged, error in
contents or the wrong material is shipped.

Staff is requested to take on additional
responsibilities and it is not appropriately
reflected in the Institute’s performance review
system, i.e., merit increase and job
descriptions.

Low morale and a "why bother” mentality
results.

Current accounting methodology limits some
subscription publications from being broken
out by separate activity numbers.

Difficult to determine for budgeting individual
publication cost of sales.

Members with foreign addresses request
expedited delivery of regular subscriptions.
We have no policy to deliver that special
service.

Cannot meet member expectations.

Staff is unclear as to where to direct requests
to remove/add AICPA staff from/to gratis list
for Journal of Accountancy, The Tax Adviser
and The CPA Letter. Currently, gratis
distributions of these publications are
maintained by Graphic Design Services.

Delays in delivery and in some cases duplicate
copies sent to same individual.

Performance Appraisal System is slow.
Evaluations are sometimes not administered
on a timely basis and merit increases are often
not received until several months after review
date.

Contributes to the low morale.

Changes to member records often contain
data entry errors.

Members call to notify us to adjust record.

Returned member mail originally distributed
from individual areas is filtered through the
membership administration area.

Quantity of returned mail prohibits timely
processing. By the time it is attended to,
material is outdated.

The cash verification system (administered by
Financial Management) sometimes causes
delays in the processing of the order.

Members do not receive orders promptly
which could result in returns.
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Product availability dates are not met.

Orders are received but products are not in
stock.

Promotional material is not routed to
appropriate parties for verification of accuracy
(prices, discounts, and availability).

Promotional mailings contain errors which can
be costly to the Institute.

At the time product number is assigned,
standing order code is not approved by teams
responsible (production, marketing and
order).

Delays processing of coding standing orders
on the system.

The pricing approval procedure limits the
ability to have the product and price entered
into the system in a timely manner.

Inquiries about products cannot be answered
efficiently.

TECHNOLOGY

While technology cannot solve all our problems, it is the great “enabler” of process redesign.
Smart use of appropriate technology can not only enhance the product/service, it can eliminate
inefficiencies and provide cost-effective ways of performing our jobs. Technological
enhancements may seem relatively costly, but in light of the efficiencies and cost savings it can
bring about, it may be more harmful to defer technological expenses to some future date.
Within the member service areas, a majority of technology disconnects result from the existence
of multiple databases. Specifically, at this stage of our analysis, we uncovered the following
organizational issues and disconnects around Technology:

Many reports have to be generated in printed
copy because recipient areas do not have
sufficient technology to read electronic
reports.

Duplication of work. Excess usage of paper.

Professional Publications, Software
Development (licensing) and Academic &
Career Development maintain subscriber
databases.

Duplicates effort and increases the potential
for errors.
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Member Outreach database not sufficient to
respond to member inquiries in a timely and
accurate manner.

More research/follow-up/forms completion
required by staff member.

Programming compromises made to
accommodate limitations of system and tight
work schedules.

Small tax errors for a variety of subscription
adjustments.

There are no links between the subscription
system and the main member database.

Suspended members receive member benefit
of ordering subscriptions on credit.

Member database does not show distribution
of certain mailed benefits (newsletters). No
fields are dedicated for this purpose.

Staff cannot easily ascertain what mailed
benefits a member/section member receives.
When member benefits are suspended, it is
difficult to determine what benefits have been
suspended.

Member service areas do not have the
capability to "query” the database and
generate simple reports.

Member requests, such as, how many
members are in education during a specific
time period or what members have a tax
exempt status, cannot be accommodated in a
timely manner. All requests are sent to
Information Operations and turnaround time
is unacceptable.

Membership Administration sets up Practice
Monitoring Program (PMP) members into
main member database (firm number, address,
etc). Information from main member database
requires electronic conversion to the PMP
database for purposes of enrollment. Once
converted, two separate databases must be
maintained.

Requires second and third party intervention
and creates duplication of effort and increases
potential for error. For example, if a firm is
not enrolled in PMP, it can cause termination
of individual membership.

No program link between Order (MOPS) and
Subscription systems (COPS). Subscription
orders taken on 800# keyed on MOPS must
be rekeyed into COPS.

Duplication of effort, increases margin for
error and constant communication among
teams, e.g., updates to the Professional
Standards Services were not delivered in
sequence (45 distributed before 44).
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Call Management System (CMS) standard
reports (statistical call information) are
sometimes delayed for reasons of down time,
no toner, electrical failure or faulty printer.

Daily reports are not received on a timely
basis which creates delays in addressing
performance issues.

Outside vendor (NABANCO) technology
limits our ability to process credit card orders
in a timely and efficient manner.

Credit adjustments made for duplicate billing
and rush orders delayed.

Multiple databases within the Institute
corrupts integrity of member information,
such as, most current address.

Incorrect billing information, return of
merchandise and embarrassment to the
Institute.

Faxback system has problems. For example,
documents advertised as available do not exist
on the system or customer receives
incomplete document.

Frustration to the customer, increase in
complaints and an embarrassment to the
Institute.

Standard computer reports not received on a
timely basis.

Performance measurements cannot be
determined accurately and in a timely manner.

Unable to electronically get credit card
approval for tax clinic registrations.

A manual (time consuming) process which
results in loss of manpower on the telephone
(taking orders).

Credit card reject letters cannot be
electronically faxed to the customer. Letter is
system generated and manually mailed the
next day.

Delays in getting a correct card number,
order/service to member and possible revenue.

Members disappointed with nonavailability/quality/support of software
products.

Sometimes it is difficult to determine the
cause of the problem. Some members are
limited in their technology while others have a
legitimate concern.

Knowledge and Skills
Much of our staff is highly competent. However, the explosion of technology has left some staff
members without the necessary equipment and skills to further the organization’s purposes. A
major impediment to improving employees' knowledge and skills has been the inability of staff
members to find and allocate the necessary time to go for training.
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This stage of our analysis has uncovered the following organizational issues and disconnects
around Knowledge and Skills:
ISSUE/DISCONNECT

EFFECT

Calls received by operators are forwarded to
wrong area for processing. Operators do not
question the caller sufficiently to ascertain
what area can best handle the call.

Member is needlessly bounced around the
Institute which creates a poor image about the
staff's competency.

Some areas are requested to generate reports
from the system without review for integrity
by appropriate area (i.e., accounting).

Increases margin of error.

Areas with separate subscription databases
perform data entry, sometimes in an
inconsistent or incomplete manner.

Increases error potential.

Staff is often not sure where a member benefit
publication is generated.

Staff member cannot adequately respond to
member inquiries.

An extended hours program was implemented
before employees received the requisite
training.

Staff was not able to respond intelligently to
member inquiries.

Member calls are transferred around the
Institute because staff members don’t know
where to direct the member.

Poor image of staff.

Checks received are sometimes posted
erroneously. For example, dues check posted
to publications.

Adjustment made in the accounting process
but actual data not sent to appropriate party
for processing on member or customer record.

Staff is not familiar with policy regarding the
processing of checks.

Delays in both revenue and fulfillment of .
goods/services

Staff with the responsibility for maintaining
the call/staff management system (telephone)
are not properly trained to effectively
administer user-managed data and programs.

Inaccurate and delayed report data.

When callers report a telephone line problem,
sometimes staff member do not get sufficient
information from caller.

The staff member cannot communicate
sufficient information to the telecom area to
identify and resolve problem.
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COMMUNICATION/INTERFACE ACROSS WORK TEAMS
The traditional organization has typically been managed and run as a vertical or hierarchical
enterprise. This is not hard to understand given the culture and orientation of American workers.
Despite its many benefits, vertical relationships typically have break downs in communication,
closely-guard information, and stifle initiative and creativity. While some vertically-run
departments may be performing well, they usually neglect to consider the organization as a whole.
The result is often a segmented, disjointed work force lacking common goals and purposes.

A well-run, high-performance organization manages work processes. Communication and
interaction become paramount to better enable work teams to deliver timely, high quality products
and services to internal and external customers. Creating and fostering a process orientation is
one of the primary goals of this Performance Improvement Project.
This stage of our analysis has uncovered the following organizational issues and disconnects
around Communication/Interface Across Work Teams:

Overnight mail commitments (paid by
members) are made but mail is not always
delivered when promised.

Unsatisfied customer.

Operators process calls too fast to give the
member complete and accurate information.

Calls are sometimes misdirected to other areas
to provide further details or action.

Team training communications are unclear,
such as, how long and when the sessions will
be offered.

Confusion among staff. Time schedules
cannot be arranged to accommodate training
without a follow-up call to HR.

Procedures/practices exist, such AICPA
library services are available only to members,
but the staff is not knowledgeable or even
aware of the practice.

Non-member calls are transferred to the
library for assistance while members could be
waiting on the queue

When changes are made in job assignments or
when employees transfer to another area,
notification is not properly communicated to
Team AICPA.

Calls cannot be properly routed..

Promotional pieces are mailed to members
before properly being screened for
completeness and accuracy.

Promotional mailings contain errors which can
be costly to the Institute.
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Areas receive notification of tax exemption
status but information is not reported to other
appropriate areas.

Incorrect billing and future adjustments.

Reorder points are not followed up with
issuing departments.

Products not delivered on a timely basis.

Timely notification of sales tax rates not
communicated to the marketing areas.

Advertised sales tax on promotions not
accurate and Institute bears the cost.

STAFFING
For many years now, staff has been decreased through attrition; nevertheless, productivity has
remained high. We have all been working a lot harder and a lot smarter for several years. Staffing
requirements need to be given serious consideration because in some situations, we believe it
affects our quality of service to members.

This stage of our analysis has uncovered the following organizational issues and disconnects
around Staffing:
EFFECT

ISSUE/DISCONNECT

MIS staff is often unavailable for quick
response to immediate needs. Staffing
resources appear limited.

Delays in work flow processes including
commitments made to members.

Members call the order department 800# mail
box and leave requests for catalogues. Order
department unable to fulfill member requests
on a timely basis.

Delays in fulfilling orders.

Members are on the order queue longer than
desired time.

Abandoned calls which affects AICPA
revenue and image.

Work demands of the telecommunications
area are increasing beyond staff resources.

Must prioritize work responsibilities with the
realization that some jobs will not get
accomplished.
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IV. Analysis of Process Disconnects
Process Review Questions
The Process Review Questions listed below are used to elicit process disconnects. The questions were
examined and answered by each representative from the Member Services PIP Team. The following
section summarizes the nature and extent of the process disconnects that need to be addressed and
resolved during the re-design phase of this project (the SHOULD phase), scheduled to begin mid-April
1996. Similar to the classification of disconnects used for the Organizational Disconnects (refer to
Section II of this report) the Process Disconnects have been summarized into the following general
categories:
► Policies and Procedures
► Technology
► Knowledge and Skills
► Communications/Interface Across Work Teams
► Staffing
► External Customers/Suppliers/Relationships
► Performance Standards
► Timeliness
Process Review Questions
A
B
C
D
E
F
G
H
I
J
K
L
M
N
O
P
Q
R
S
T
U
V
W

Does the process have an Owner/Champion?
Does the process provide the right outputs to the right customers at the right time?
Does the process receive the right inputs from the right suppliers at the right time?
Do all process steps add value?
Is the process free of redundant steps?
Is the process free of bottlenecks?
Are steps within your process properly sequenced?
Do steps have feedback loops where appropriate?
Are approvals (if required by the process) at the correct level?
Are the hand-offs among the functions in the process effective and efficient?
Are process steps carried out by appropriate jobs/functions?
Is automation/technology used appropriately?
Are performance measures linked to the organization’s strategic measures?
Are process measures based on customer requirements?
Is there a measurement tracking system in place that documents actual performance?
Is process performance regularly tracked and evaluated by a cross-functional team?
Do process measures form the basis of employee feedback and appraisal systems?
Does the “reward system” contribute to process performance (recognition, compensation, etc.)?
Are adequate resources allocated to process needs (people, time, data, tools, equipment)?
Do people understand their roles and responsibilities, i.e. the desired performance standards?
Do people have the skills/knowledge to carry out their responsibilities?
Is the process supported by appropriate and clear policies/procedures and forms?
Is the process free of other disconnects? (Please specify any others)
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Process Disconnects Pertaining To
Policies, Procedures, Performance Standards
Team(s)

Disconnect

Order

Order department cannot process “rush"
subscription orders. All "rush" orders must be
directed to the subscription area.

Transfer member.

Membership

Order area makes changes to member records on
the main member database in all caps.

Membership has to rekey in
upper and lower case for
consistency.

Order

Academic & Career Development bundles the
scholarship applications and sends to Order for
typing of mailing labels.

Staff resources are allocated to
typing of labels instead of taking
orders and responding to member
inquiries.

Membership

Current procedures do not allow Dues Accounting
to process member job class changes received on
dues statements.

Dues Accounting forwards copy
of dues bill to Membership for
update.

Membership

No notification received if refunds are completed
or if ledger has been updated.

Member’s complaint is the only
notification. Dissatisfied member.

Membership

Letters pertaining to enrolling new firms require
many steps:
- personalize enrollment for 3 areas
- print on plain paper
- separate for appropriate signature to be affixed
on letter head.
- forwards to printing services to put on letterhead
stock

Letters are delayed in being sent
to members. Staff resources are
allocated to preparing bulk
mailing instead of handling
inquiries.

Membership

Members with outstanding dues are permitted to
enroll as new members without paying outstanding
obligations.

This results in the member being
able to circumvent the dues
collection process and it further
causes additional paperwork and
processing cost on the part of the
AICPA.
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Process Disconnects Pertaining To
Policies, Procedures, Performance Standards
Team(s)

Disconnect

Effect Of Disconnect

State Society &
Regulatory
Affairs

When a member’s call is forwarded to another
division there is no feedback mechanism in place.

There is no way of knowing when
or if the call was handled,
whether the member was called
back. Also, and if the call was
handled in a professional manner.

Some AICPA staff don’t follow up and let member
services know when a call has been returned and
the status of the call (was member’s problem
handled satisfactorily?) Also, some divisions feel
they are understaffed and don’t have the time to be
returning member calls.
State Society &
Regulatory
Affairs

There seem to be numerous appropriate ways to
use the AICPA logo. The manual describing
usage of AICPA logo is too cumbersome to read.
Guidelines seem to vary from instance to instance.
Confusing and frustrating not to have one set of
guidelines.

Calls regarding logo usage are
forwarded
to
the
public
relations/communications
division.

Membership

Membership cannot input on solicitation files until
mailing labels are generated in MIS.

Initial service to members and
recruitment efforts are delayed.

Membership

No written verification is received that the
membership applications have been sent to OMNI
(outside vendor) for mailing.

No confirmation that applications
have been generated.

Membership

There is no verification of documents (many
different types) which are sent to/received from
Records Management.

Copies of application may not be
available when requested because
there was no original verification
that the document was actually
transmitted.

State Society &
Regulatory
Affairs

When members request over the phone that
information be sent to them regarding member
benefits, the request (if taken by Member Services)
must be forwarded to membership for fulfillment
instead of being mailed out at time of phone call.

The requested information may
be delayed by having to forward
the initial request to Membership.
Also there is no way on the part
of the department that originally
took the request to know if the
members request was filled in a
timely manner.

Dues
Accounting

We are unable to fill all payments by credit card.

Members not satisfied and believe
our systems are antiquated.
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Process Disconnects Pertaining To
Policies, Procedures, Performance Standards
Team(s)

Disconnect

Effect Of Disconnect

Member
Programs

No clear lines of authority as to which committee
has the authority / responsibility for managing the
life insurance program.

This has caused delays in making
decisions and in managing the
program.

Dues
Accounting

Members are notified of late fees but late fees are
not imposed on the stated date.

Results
in
an
inaccurate
overpayment report and loss of
revenue.

Materials
Assembly &
Distribution

Projected inventory dates are changed. Customers
receive wrong information when course will be
available.

Members are angry course not in
stock when promised. Lose sales
and credibility with member.

Materials
Assembly &
Distribution

When a member complains about courses or
service, we currently hand off request to Product
Development or Marketing Services. We lack
authority or guide lines to give customer
immediate satisfaction.

Handing off the request results in
delaying responding to members
complaints.

Member
Programs

Due to the shared functions between Member
Programs and Financial Management there is lack
of clarity in respective role(s) of each division in
regard to the insurance trust.

Delays in meeting deadlines and
issuing agenda materials to the
Life Insurance Committee.

Library Services

When members return outstanding materials with
checks for fines, etc., library processes checks in
library database because library has no access to
accounting database. Checks sent to mail room for
duplicate processing. Mail room then sends to
accounting for processing.

Waste of time for process to be
done in multiple departments.

Subscription
Administration

No clear policy for reporting member reactions to
program.

Institute may not have a complete
picture as to member response to
program.

Library Services

Billing and record keeping for on-line searches is
cumbersome.

Waste of librarian's time.
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Process Disconnects Pertaining To
Policies, Procedures, Performance Standards
Team(s)

Disconnect

Effect Of Disconnect

Telecommunica
tions

The importance of documentation in the
telecommunications
environment is
often
unrecognized as a critical function.

Staff resources not made
available for proper completion
of
this
function,
and
documentation, repair, and many
other internal processes slowed
or made more difficult

Library Services

Member does not want to pay for library services
such as faxed information and thinks charges are
outrageous.

Information is not supplied to
member, they go elsewhere to
obtain
what
they
need.
Dissatisfied member.

Member
Programs

Subscribers can retain their life insurance by only
being a member of a state society.

AICPA can lose a sizable number
of its members once they realize
that they have this option.

Member
Programs

There is no overall big picture approach toward
developing member surveys for the Member
Programs’ Committees.
Member Program
Committee Surveys are conducted on an ad-hoc
basis. In addition, Member Program Committee
Surveys do not appear to be integrated with other
AICPA surveys.

In the absence of an overall plan
for both Member Program
Surveys and the lack of apparent
integration with other AICPA
surveys, the Institute may be
missing opportunities to better
serve its membership.

Subscription
Administration

Subscription is performing inventory function for
ERS Products.

Job should not be administered by
subscription
staff.
Time
consuming task.

Member
Programs

Duplicate solicitation mailings to AICPA members
originating from AON Insurance Services because
state societies do not provide date of birth or
social security numbers to AON.

Member can receive duplicate
mail resulting in increased cost to
AICPA Insurance Trust and
aggravation to members.

Member
Services

Calls received from students requesting
information about the minority scholarship
programs as well as other career oriented
programs, and we do not have an assembled
package to send. Only one person in the NY office
handles all requests.

Requests must be transferred to
the NY office. Delays service to
customer.
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Process Disconnects Pertaining To
Technology
Effect Of Disconnect

Team(s)

Disconnect

Membership

The loop between Peer Review and Membership
regarding reinstatement/termination of members is
very long and complicated.

Delays
cause
terminations.

Order

Notification of issues to other areas cannot always
be sent electronically. Not all staff has access to
e-mail and printed copy must be sent in some
situations.

Delay in timely notification of
new
products
and
also
responding to member concerns.

Member
Programs

Member Programs does not have access to the
membership data base.

Delays in being able to answer
member inquires.

Order

Subscription Administration gets backlogged in
processing CPE Direct subscriptions. Order
department receives inquiries/complaints because
member does not receive notification of delay.
Representatives cannot access the database to
appropriately respond and calls must be
transferred to subscription administration.

Hinders AICPA’s professional
image and could possibly lead to
cancellation of subscription.

Membership

The AS/400 database does not allow for
Membership to change a delete code from one
status to another. Example; to change from non
payment to outstanding obligation.

Manual tracking of these items is
tedious and inefficient.

State Society &
Regulatory
Affairs

The computer tape (relating to members who
haven’t paid dues) which is sent to vendor is not
as complete as it should be.

If tape is not up to date,
members who already paid dues
are getting telemarketing calls,
causing two problems: lack of
continuity on part of AICPA and
annoying telephone calls that
member
doesn’t
want--or
shouldn’t have to receive.
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Process Disconnects Pertaining To
Technology
Team(s)

Disconnect

Effect Of Disconnect

State Society &
Regulatory
Affairs

State Society & Regulatory Affairs does not have
access to the same membership file as Information
Systems.
Zip code requests for member visits are received
by State Society & Regulatory Affairs which then
forwards the requests to Information Services.
Information Services fulfills the request and sends
the list back to State Society & Regulatory Affairs,
which forwards the list back to the staff person
who originated the request.

The lack of an accessible
membership file results in delays
in fulfilling staff member requests.

Order

No program link between order and sub systems.
Sub orders taken on 80.0# keyed on order system
(MOPS) must be rekeyed onto subscription system
(COPS).

Duplication of effort increases
margin for error, requires
constant communication among
teams.

Materials
Assembly &
Distribution

Back order reports and course information
memos are distributed via hard copy to Team
Leaders. Information does not always get to staff
which results in telephone calls for information and
delaying the process of taking an order or
answering customer service inquiries. There is no
on-line system for product information.

Delays
in
responding
to
customer.
Needs to keep
customer on hold which trying to
obtain information that may have
been provided to Team Leaders
in hard copy.

Member
Programs

Member Programs has to make phone calls to
General Accounting to determine if invoices have
been paid.

Delays in getting an answer to the
status of a particular invoice.

Member
Programs

Hard copy documents occupy to much file space
and are difficult to retrieve information because
there is no way to conduct electronic searches of
the document contents.

Time consuming to obtain
reference information. Also there
is only one copy of this important
information.

Member
Services

Invoice adjustments processed manually.

Turnaround time is slower than it
should be.

Member
Services

Dues accounting does not accept credit card
payments for member and sub-committee dues.

Members are required mail in
check.

Member
Services

Lack sufficient equipment (PCS, printers).

Slows down work performance
and documents cannot be
electronically submitted.

Subscription
Administration
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Process Disconnects Pertaining To
Technology
Team(s)
Member
Services

Subscription
Administration

Effect Of Disconnect

Disconnect

Department files are maintained manually.

Inquiries require research and a
follow-up call is made to the
member or customer.

Discrepancies occur between general ledger and Time wasted in researching
subscription
administration
reports.
Sub subscription reports when error
Administration reports assumed to be source of could have been made in the
accounting process.
error.

Member
Services

When processing new accounts for nonmembers,
the system does not indicate if an account is
already established. The reps need to take the time
to check for duplicate accounts.

Duplicate accounts exist because
not all reps accurately check the
system for duplication. Inquiries
cannot be handled in an efficient
manner. Information may exist in
duplicate records which requires
research.

Dues
Accounting

Accounting Research Association (ARA) database
cannot accommodate more than the firm address.

Correspondence
cannot
be
addressed to a specific individual
and the materials (FASB GASB)
float around firm.

Materials
Assembly &
Distribution

When there is a complaint about CPE Direct
shipments, there is a lack of an paper audit trail to
trace the problem.

Customers do not receive
product on a timely basis. Need
product for CPE requirements.

Dues
Accounting

Dues/ARA systems not equipped to handle
multiple addresses (business/home).

Mail can only be sent to one
location.

Subscription
Administration

Accounting requires information on active
subscriptions for exposure drafts. Information is
obtained via telephone call. Computer link is not
extended to all the accounting staff.

Accounting requests for data
interrupt subscription work.

Subscription
Administration

AICPA does not have the technology to view
imprinted image for bulk newsletter subscribers.
Information is given to the vendor by fax or on
disk but is not entered into any AICPA system.

Staff cannot view members
imprint image electronically.
Request for imprint address
changes must be forwarded
manually to outside vendor.
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Process Disconnects Pertaining To
Technology
Team(s)

Disconnect

Effect Of Disconnect

Library Services

Library databases not as efficient as needed and
we do not have access to the Internet.

Searches must be repeated in
numerous files. Some steps
concerning
circulation
still
manual. Data must be keyed in
rather
than
scanned.
Members/staff unable to receive
up-to-date
inexpensive
information (esp. government
documents).

Library Services

Sharing printers by staff with widely different
duties.

Must reprint items if a print
erroneously gets printed on labels
or letterhead. (Waste of labels
and letterhead.)

Subscription
Administration

Lack of technology used in processing payment.

Delayed service and wasted
efforts across work teams.

Subscription
Administration

Lack of high speed printer to create scannable
renewals.

Extra time for data entry of
renewals.

Library Services

Members cannot search the Library database from
their PCS.

Library collection is only
available to members by contact
with a librarian during the
Institute’s normal business hours.

Member
Programs

Verification of professional classification status
has to be done via phone call to Membership
Administration.

Phone calls not always answered
and even if there is an answer this
procedure is time consuming.

Dues
Accounting

An ARA member file can only be viewed by
member number only.

This results in lost time looking
up AICPA member number first
and then view ARA files.

Subscription
Administration

Current accounting controls require separate
batching by cash, credit card, non-cash and by
publication.

Extra time required for manual
reconciliation.
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Process Disconnects Pertaining To
Knowledge & Skills
Team(s)

Disconnect

Subscription
Administration

Staff not always aware of what to tell non
members about AICPA requirements.

Loss/delay
membership.

Membership

Areas within member services do not have proper
understanding of job code changes.

Cause incorrect or delayed bills
and possible resignation of
membership

Order

Order department does not have resources
available to respond to customer inquiries on
products.

Must transfer calls to other
AICPA Teams.

Subscription
Administration

Staff members do not have appropriate knowledge
to respond to inquiries.

Caller is bounced throughout the
Institute.

Subscription
Administration

Subscription administration staff not fully trained
to change member addresses on member database.

Changes are delayed.

Subscription
Administration

Staff cannot
questions.

service

Subscription
Administration
cannot respond to some customer
service questions. Calls must be
transferred and response delayed.

Subscription
Administration

Subscription Administration staff not trained to
handle some membership administration questions.

Subscription
Administration
cannot
respond
to
some
membership questions. Calls must
be transferred and response
delayed.

Order

Staff does not have sufficient knowledge to fulfill
orders correctly, e.g., after minimum quantity is
ordered certain subscriptions are sold only in
additional lots. Staff does not communicate
information to the caller. The system does not
have any built in defaults to reject incorrect
quantities and accepts order.

Wrong quantities are inputted
into the system which could
result in incorrect billing to
member.

Materials
Assembly &
Distribution

We could respond to certain customer inquiries,
but lack of training about processes of other teams
requires members to be transferred from team to
team.

Results in
transferred
departments
inquiries.
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potential

member being
to
several
to answers all

Process Disconnects Pertaining To
Knowledge & Skills
Team(s)
Telecommunica
tions

Disconnect

Effect Of Disconnect

Reports of telecommunications problems (by Repairs take longer sometimes
individuals or on behalf of call center staff) are affecting member services in call
often not accompanied with proper detail handling efficiencies
necessary to identify and resolve problem. Some of
the problem areas include:
Wide area network and local device repair
Telecommunications staff resources often not
sufficient to resolve problem in satisfactory time
frame because network problem resolution ability
is based on long term experience, negotiating skills
and high level technical expertise.

Library Services

Lack of proficiency in searching on-line databases
and CD-ROMs.

Searches to staff/members could
cost more and results may not be
a good as they should be.

Materials
Assembly &
Distribution

We receive calls in error that should have been
directed to other teams. Member has already be
transferred several times. Staff is not trained in
other team processes.

Member are frustrated and angry
when transferred several times.

Member
Services

Staff in the member services functions are not fully
cross-trained.

No one person can respond to
member/customer inquiries. Calls
are transferred.

State Society &
Regulatory
Affairs

Many AICPA staffers are not aware of importance
of members. They transfer calls without closely
listening to what member is saying and many times
member is transferred to wrong division.

Members get frustrated from
being transferred to wrong
numbers and/or not listened to.
AICPA projects poor image to
members.

Telecommunica Member service and other inbound call center
areas are not using available technology, and call
tions
center management techniques. Staff handling the
calls to not have state of the art technology, such
as Computer Telephony Integration (CTI).

Call center areas operate with
less efficiency.

Member
Services
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Process Disconnects Pertaining To
Knowledge & Skills
Team(s)

Disconnect

Effect Of Disconnect

Member
Programs

All insurance questions are answered by one
person. Cross training of staff has not taken place.

Member
and
non-member
questions cannot be addressed
immediately.
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Process Disconnects Pertaining To
Communications Interface Across Work Teams
Team(s)

Disconnect

Effect Of Disconnect

Member
Services

The services of the Institute’s library are not
appropriately advertised.

Majority of members are not
aware that the Institute has an
excellent resource center.

Subscription
Administration

Programs not completed communicated to staff.
No central location to access information.

Staff
cannot
appropriately
respond to member inquiries.

Membership

When reinstating members, there is no on-line
access to view outstanding ethic matters.

Calls must be placed to the Ethics
Team to forward a closing memo.

Member
Services

Member Services does not receive updated listing
of meetings and conferences.

Member is transferred (night calls
go into voice mail) or returns call.

Order

Advertised availability dates are not always met.

Members order products that are
not in stock. FTC regulations
require monies to be refunded
after 60 days of availability date.
Influx of member inquiries result
in higher queue time and
abandoned calls. Also, additional
research and resources are
required to respond to inquiry
and to refund money on a timely
basis. Loss of revenue results.

Dues
Accounting

Checks are received without sufficient information
to process.

This delays the payment being
processed.

Member
Programs

Not all members are aware of the retirement
program and the benefits it can offer.

Firms are missing the opportunity
to participate in a cost effective
and quality program.

Member
Programs

Information obtained as part of firm visits does not
appear to be summarized and acted upon in a
consistent and efficient manner.

Feedback is made upward to
State Society & Regulatory
Affairs but does not appear to be
summarized and conveyed back
to staff.

Subscription
Administration

CPE
products/seminars
not
completed
communicated to staff. No central location to
access information.

Staff
cannot
appropriately
respond to member inquiries.

Member
Services

Member Services staff does not have access to
dues rates.

Callers transferred to Dues
Accounting for information.

Member
Services
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Process Disconnects Pertaining To
Communications Interface Across Work Teams
Team(s)

Disconnect

Effect Of Disconnect

Member
Services

Promotional and other informational material
distributed to members is not readily available to
Institute staff members.

Staff members are not educated
in
the various types of
products/services provided.

Subscription
Administration

Publication production area receives mailing
statements (from outside vendors) which are not
shared with the subscription area.

Limits subscriptions ability to
adequately project budget costs.

Subscription
Administration

Print order quantities given to Lane Press for
Journal of Accountancy and The Tax Adviser are
not communicated to the subscription area and
sometimes have not included sufficient counts for
promotional mailings.

Inadequate magazine stock to
service label/orders.

Subscription
Administration

Subscriber list requests do not clearly define if the
list is to be used for mailing or for suppression.
Often the requests are made verbally and
instructions are lost.

Members who request no
promotional mail continue to
receive mailings. Additional cost
to the Institute.

Dues
Accounting

Refund check requests are sent to General
Accounting with no feedback loop on status.

Dues Accounting can’t address
members request on refund
status.
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Process Disconnects Pertaining To
Staffing
Team(s)

Disconnect

Effect Of Disconnect

Library Services

Insufficient staff Current staff taking on work of
positions eliminated. Clerical work done by the
professional librarians.

Professional work (answering
member inquiries, cataloging,
indexing) put aside to get clerical
work done. This results in the
member/staff not getting the most
complete, up-to-date information.
Decrease in quality and quality of
member/staff
service.
Bad
morale. "Don't care" attitude.
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Process Disconnects Pertaining To
External Customers/Suppliers/Relationships
Team(s)

Disconnect

Effect Of Disconnect

State Society &
Regulatory
Affairs

Not all vendors produce their promotional pieces
in the style requested by the AICPA. Vendors, for
instance, may have specific design structures they
must adhere to (i.e. colors, style, corporate
identity) that are different than the guidelines set
up by the AICPA.

Promotional pieces may be sent
out with varying styles and
designs which may not be
advantageous from a marketing
image standpoint.

State Society &
Regulatory
Affairs

Telemarketers are not as informed and “briefed”
on AICPA membership and member services as
they should be.

The effect of inadequate training
on the part of Telemarketers
results in to many calls being
forwarded to Member Services.

Subscription
Administration

Program requests submitted to vendor in priority
order but vendor does not process based on
priority schedule.

Scheduled programming goals
cannot be met.

Subscription
Administration

Subscription Administration supplies OMNI with
the forms for invoices and renewals. OMNI mails
to members but no status or postage report is
received by Subscription Administration.

Informational
vital
understanding workflow.
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Process Disconnects Pertaining To
External Customers/Suppliers/Relationships
Team(s)

Disconnect

Effect Of Disconnect

State Society &
Regulatory
Affairs

Surveys sent to associations and state societies
are: (1) sometimes not completed and returned, or
(2) returned too late. State societies, for instance,
receive so much mail from the AICPA that they
put it in a pile until they get to it. Organizations
don’t have the time to complete the surveys and
tend to put them aside or forget them.
Surveys sent to state societies regarding CPE
requirements encounter the same problems as
other surveys sent out, however additional
problems occur because the Membership
Recruitment & Retention task force doesn’t meet
as often as needed, can’t always achieve goals via
conference calls, and needs a stronger chairperson
to have its voice heard by the AICPA Board of
Directors.
MR&R task force doesn’t provide any backup
assistance at all. Staff does all the work and
presents information to task force, who makes
recommendations to AICPA Board of Directors.
Staff doesn’t always have the available
time/manpower to carry out tasks under time
frame assigned by task force .

The surveys may be returned too
late to be of any value. Also a
second mailing or phone call is
needed to obtain the information.
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Process Disconnects Pertaining To
Performance Standards
Team(s)

Disconnect

Effect Of Disconnect

Dues
Accounting

Members submit payment for section membership
but payment is not entered into the system.

Members not getting requested
service.
This results in an
inaccurate overpayment report, as
well as a dissatisfied member.

Telecommunica Telecommunication studies of network usage and
call volume are not sufficiently conducted to
tions
ensure that network facilities are adequate to
maintain a high level of cost effective service.

Ineffective network usage may
lead to increased cost since
additional services via local
exchange carriers (such as
NYNEX) are dynamically added
to compensate for network
bottlenecks.

Job code records are not keep up-to-date

Members receive an incorrect bill
and notify AICPA to make
adjustment.

Library Services

Materials sent offsite in 1995 have not been
documented and recorded.

If older materials are requested,
we can not precisely tell if we
have a copy or how many copies
or what box it can be retrieved
from. Increased cost of multiple
retrievals from Iron Mountain
and delay in getting materials.

Membership

Dues accounting and credit & collections do no
post ledger adjustments properly or on a timely
basis.

Cause incorrect or delayed bills
and possible resignation of
membership.

Library Services

Calls to the library are abandoned or have to wait
in a queue.

Dissatisfied staff/ member.

Membership

Graphic Design Services returns standard jobs
with careless mistakes, such as, signature line
reflects former manager and outdated welcome
letters are processed.

Additional proofing of letters.
Letters returned for retyping.
Delays mailing.

Order

Average time for fulfillment of subscriptions is 6 to
8 weeks which seems to be longer than industry
standards.

Unsatisfied customer.

Payments are applied to wrong account.

Member receives incorrect billing
and notifies Institute to make an
adjustment.

Dues
Accounting

Member
Services
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Process Disconnects Pertaining To
Performance Standards
Team(s)

Effect Of Disconnect

Disconnect

Promotional mailings contain errors.

AICPA must honor any price
inaccuracies at possible loss.

Member
Services

More than the desired level of errors occur in the
processing of the day-to-day work across all
teams.

Member services must research
all complaints.

Subscription
Administration

Operations does not read details of submitted job
requests.

Incomplete
received.

Subscription
Administration
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Process Disconnects Pertaining To
Timeliness
Effect Of Disconnect

Team(s)

Disconnect

Member
Services

Payments are not applied to the Sub system on a
timely basis.

Duplicate invoice is generated.

Member
Services

Returns are not processed in Distribution Services
in a timely and accurate manner.

Incorrect credit of accounts.

Member
Programs

Invoice and backup material is sometimes not
generated by General Accounting on a timely
basis.

Delay in issuing invoices also
delays receipts of monies due the
Institute and impacts negatively
the cash flow.

Order

Performance survey letters not sent to members on
timely basis for reasons of system failure, short
staffed and limited letterhead availability.

Some members do not respond to
survey letter and AICPA cannot
appropriately
determine the
quality of service.

Order

Invoices not mailed on timely basis due to
backlog, system failure and inadequate staff.

Loss of revenue to Institute due
to late Accounts Receivables.

Library Services

Staff or member request cannot be delivered by
deadline.

Delays staff or member in
completing
his/her
work.
Dissatisfied staff/member.

Library Services

Don't always
promptly.

receive

AICPA

publications

Bad image for library when
members call
for AICPA
publication and we don't have it
yet.

Membership

Delays in receiving information from Credit &
Collections regarding any outstanding obligations.

Incorrect
members.

Membership

Requests for labels/tapes from MIS to mail
membership applications are not always processed
timely, (at month’s end). Membership jobs take a
lower priority to other jobs.

Added delays in processing
mailing applications. Potential
loss of membership
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Process Disconnects Pertaining To
Timeliness
Team(s)

Disconnect

Effect Of Disconnect

State Society &
Regulatory
Affairs

Information regarding member outreach “common
inquiries” is supposed to be gathered from AICPA
divisions and then issued as a “Common Inquiries
Document”.
The requested information is not received on a
timely basis in large part because the divisions feel
they have more important projects than to revise
their portion of the Common Inquiries Document.

The lack of timely receipt of
requested information causes the
production of this document to
be held up.

Telecommunica Invoices are not processed in a timely manner
tions

Vendors do not receive payment
in a timely manner.

Dues
Accounting

Members submit payment after they’ve been
terminated

Have to send copy of a document
to membership to reinstate
membership.

State Society &
Regulatory
Affairs

Revisions which are needed to be made by the
president regarding targeted / follow-up letters are
not received in a timely fashion. The president's
travel schedule and other priorities cause the
letters to be placed on the back burner. Also for
various political reasons the deadlines for these
correspondences are not conveyed to the
president.

Important letters are not issued in
a timely manner.

State Society &
Regulatory
Affairs

Survey outline and style not always received in a
timely manner

Results in a backlog of projected
mailing and compilation of the
results. Also Marketing Services
is understaffed and doing surveys
for numerous divisions which
contributes to the delays.
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